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FOREWORD

The State Department of Public Instruction is committed to the concept of comprehensive planning
in local education systems as fundamental Yo the improvement of the teaching-learning process.

Planning, as an approach for more productive schools, has been with us for many years; and
frequently it has been comprehensive, cooperative, and effective. Too often, however, planning has
been spasmodic, piecemeal, and uncoordinated.

Curren'ly there is growing evidence throughout the State that comprehensive ecducational planning
at the local level is paying off. The very nature of planning involves frequent examination of "where we
are, where we want to go, and how we are going to get there.” It is not surprising, then, that personal
growth and educational progress take place when such an approach, continuing in nature, is taken
toward improving local education systems.

This edition of the “Handbook for Planning in Local Education Systems,” in reality, is a composite
Carolina, with emphasis on the invoivement of numerous individuals in various aspects of the planning
process.

The Handbook is designed to assist in the overall improvement of planning in those local systems
which already have initiated the process, and to assist local leadership personnel in other systems in
the development and execution of programs of comprehensive planning suitable for their system.

A. Craig Phillips
State Superintendent of
Public Instruction
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INTRODUCTION

The emergence of comprehensive educational planning as a viable approach for improving the
teaching-learning process has revitalized education in a number of local education systems in North
Carolina and the nation. This Handbook, in recording many experiences in planning in more than 90
North Carolina education systems and in synthesizing certain national trends, should afford guidance
to those who are interested in improving the quality of education at the local level. As the planning pro-
cess is further refined and as worthwhile experiences come to light. periodic papers will be issued to
supplement this Handbook. ' )

The Handbook consists of an overview of planning along with identification of the logical steps or
operations in the planning process. Each step of the planning process is defined and accompanied by
an explanation. Characteristics peculiar to each step are described and alternative strategies by which
the step might be implemented are suggested. Though planning is a cyclical process, the completion of
one step does not imply finality or even permanence, As the outcomes of each step are reviewed, and
modified when appropriate, recycling of the steps in the planning process will tend to become normal
procedure. Strategies suggested in the Handbook are based on experiences shared by local personnel
currently engaged in the planning process. it will be noted that, in some instances, one strategy will be
adequate to implement the step; in others, a combination of strategies will be needed. in still other in-
stances, modification of strategies currently employed or new strategies will be required to implement
steps of the planning process. In each situation the education system must take into consideration its
own unigue conditions and requirements, )

Comprehensive educational planning provides the opportunity to incorporate in a systematic
manner new educational concepts and practices into the education enterprise. In addition, planning
assists in providing for the demands and expectations of the various publics concerned with education.
it is our belief that as education personnel become more preiicient in comprehensive planning its
benefits will tend to guarantee a type of education which has personal meaning for each student.
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IN EDUCATION: AN OVERVIEW

Comprehensive planning in education rapidly is achieving prestige as a major approach for im-
proving the teaching-learning process. Although planning has been a part of public education in the
past. much of it has been somewhat isolated since it has been done in specifically required program
areas. Recent emphasis and developments in planning, however, have tended to encompass all
operations within an educational system. This concept of comprehensive planning embraces an
awareness of all aspects ~f the school program, their inter-relationships, as well as the needs for coor-
dination of activities in orc. * that the common goals and specific objectives of the total school pro-
gram might be realized. -

As the need for expanded programs and services arises, the complexity of the educational organiza-
tion increases. It becomes increasingly necessary, therefore, that the decision-making processes of the
local educational system be capable of providing for the changing and growing needs of the popula-
tion. As a result improvement of existing programs and services in the education system demands
more and more decisions at the local level in areas such as organization, staffing, communication,
coordination, monitoring. budgeting, and evaluation. Comprehensive rlanning is the one activity which
seems to afford greatest promise for bringing a semblance of unity 4nd coordina‘icn to the tota! educa-
tion program, since this type of overall planning, through its systematic and logical approach to
decision-making, emphasizes effectiveness as opposed to decisions based on irtuition and experi-
ence.

Planning in this publication and in its application in local education systems is defined as follows:

Planning is the rational determination of where the education system is, where it wants
to go, and how it will get there. it is a process through which objectives ara established
and resources are allocated to optimize the attainment of those objectives on a
predetermined schedule.

Planning requires that the education systems analyze its current situation and determine how well it
is doing what it was organized to do. Pianning also requires that the education system specify where it
wants to go and what objectives it wishes to accomplish at a future point in time. In addition, planning
requires that the education system determine how best it can attain those pre=determiried objectives.
This determination will involve the identification of alternative stralegies/programs and the selection of
the most effective strategies for achieving the objectives. Awareness of the current situation and com-
mitment to agreed-upon objectives and strategies becorne the basis upon which decisions then will be
made. A comprehensive approach to planning involves all levels of the organization and has possibili-
ties of assisting all personnel of the educational organization in making more rationai and effective
decicions.

Benetits of Planning .
it shouid be emphasized that the implementation of comprehensive planning in an education system
will require manpower and time. Potential benefits resulting from : 1is investment in comprehensive

" planning include the foliowing:

* Planning is a means for improving the quality of education offered by the education system. Im-
“provement assumes change. Planning makes possible better decisions regarding all facets of pro-
posed or required changes.

* Planning enables the school system to focus upon the purposes of the education system and the
Objectives it is striving to achieve — clearly and concisely as well as internally and externally.
Resource allocations can be made, justified, and communicated on the basis of objectives which
are expressed in terms of learning outcomes for pupils.

* Planning justifies the continuing reexamination by the education system of its mission and its
objectives in light of the expectations and desires of the community it serves. This reexamination
facilitates organizational renewal, whereby the educational organization may remain a viable and
dynamic vehicle for accommodating the changing educational needs and desires of the communi-
ty.

* Planning provides the opportunity for involvement of many peopie. The planning process pro-
vides an appropriate vehicle whereby individuals may have input into the complex operations of
the education system. .

* Planning has possibilities for improving internal communications and understanding as interac-
tion takes place horizontally and vertically. As planning activities are conducted through work
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* Planning encourages a system of education in which each segment is encouraged to work with all

other segments towards the achievement of commaon goals. Recognition of the importance of what
each component might contribute to the total education system frequently is the major by-pro-
duct of comprehensive planning.

Planning can be the means for diverting decision-making processes to those levels of the
organization at which information is available and at which decisions are to be implemented. Sucn
dispersal of decision-making powers and such delegation of responsibility and authority to per-
sonnel at various levels of the organization can be a genuine basis for strengthening individuals
and, in turn, the total educational system.

10
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PRINCIPLES FOR SUCCESSFUL
IMPLEMENTATION OF
COMPREHENSIVE PLANNING

The foliowing assumptions, beliefs, and principles are worthy of consideration by any education
system which is seriously considering the implementation of comprehensive planning.

1.

Pianning is future-oriented.

Planning identifies alternatives for appropriate decisions and actions to be undertaken in the
future. Past experiences serve only as an information base upon which more effective decisions
can be made. Through the planning process goals, objectives, and alternative strategies to
which the education system is commitied are identified for future implementation.

. Planning considers alternative futures.

Planning is a process through which an education system can guide and control, through inter-
vention, future events. The “alternative futures” concept implies that education systems, through
the planning process, can identify alternative futures and appropriate action for what it wants to
be in the future. The concept of “alternative futures,” along with required action, can serve as the
basis for organizational decision-making which will bring the desired future to reality.

. Planning is a prerequisite to changs.

Effective change in the school system must be preceeded by planning; and, to be successful,
such planning must involve school and community personnel and must be consistent with the
values, mores, and expeactations of the community. As a continuing process — with input from a
variety of individualg, with effective coordination and inter-relationships between and among the
components of the total system, and with decision-making powers appropriately dispersed —
planning makes possible the introduction of educationai changes with understanding, accep-
tance, and even enthusiasm.

. Planning permeates all invels of the education system.

Eftective comprehensive planning must provide for the invoivement of individuals at all levals of
the organization. When planning is an isolated process, the successful implementation of the
plans is highly improbable. The most effective approach to system-wide comprehensive plan-
ning is one in which planning becomes a cooperative organizational behavior at all levels of the
education system, each component of the system working with all other components. The
development, implementation, and maintenance of a unified approach to comprehensive plan-
ning can be achieved through centralized leadership responsible for facilitating and coor-
dinating the planning efforts of each sub-system. In this way, fragmentation will be minimized
and the total program will be emphasized.

. Planning actively seeks the invelvement of individuals, within and without the education

system.

The planning process provides a ve: ‘e whereby individuals can meaningfully provide input
into the complex decisions of the edu...tion system. Involvement is essential to a dynamic type
of education and must, of necessity, be structured if it is to be effective and have a purposeful in-
fluence upon the education system. Planning, through appropriately designed internal and
external communication linkages, provides for the involvement of the appropriate individuals at

. Planning is goal oriented.

The purpose of comprehensive planning is to identify the goals which the education system
woulc like to achieve. In order to accomplish specific goals, it is necessary that the ed. ation
syste m identifies alternative strategies/programs and selects, davelops, and irmplements those
strat=gies which will best achieve agreed-upon goals. Planning is a systematic and rational ap-
prozzh by which goals are developed, by which alternative strategies are identified and
selected, by which support service requirements are formulated, and for which evaluation pro-
cedures for measuring progress are determined. Such a systematic and logical approach to

o
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11.

plannmg makes |t5 lmplememtatlon and the momtarmg thereof a reasor’nsblé rESpOnSlblllty for

proress

Planning is an integral part of the total and ongeing administration and operation of the educa-
tion system.

Comprehensive planning must be recognized as a major and legitimate function and as an
ongoing obligation of tha education system. It should not be regarded as a part-time activity, an
after-thought, or as a panacea in times of crisis. Planning must be viewed and embraced by
education leadership as a primary administrative and leadership behavior of all administrators
and as a tool for effectively guiding and administering the school system toward achievemnent of
its objectives and goals.

Plonning must have the commitment of the board of education and the leadership personnel
within the community in order to become operational in the local education system.

The successful implementation of comprehensive planning in the local education system
reauires the commitment of the board of education as well as the leadership perscmnel within
the system. When comprehensive planning is a major expectation of personnel in the system, it
is likely that it will be successfully implemented. The commitment to comprehensive planning
requires more than lip service; it must be supported by human and fiscal resources and
accepted as a major priority. The positive support of planning must be followed with a continual
feedback and monitoring process to determine how well planning implementation is pro-

gressing in the education system.

Planning requires time for implementation. 7

Much time is required before planning is so internalized that it is regarded as a natural
organizational behavior. Planning must be learned; people must internalize the processes; plan-
ning structures must be devised or restructured; communication and interaction linkages must
be opened or reestablished; and rélauonshlps between people and sub-systems must be
operatioral. The cooperative approaches employed in planning require considerable time if
comprehensive planning is to be successfully and effectively implemented.

Planning functions most effectively when education leadership participates in the process.
Thé ir’nplamentation of planﬁing is achieved mast SUCEEESTUIIY when the educational Ieadership

ministration. An adr—unlstrator responsnble for lmplementmg planmng, |ndapeﬂdently. can no
Ionger funr:'tion sucﬁessfuily Instead a lesdership paﬁern shauld be encouraged whic:h will
whlch decnsnons are mutually agrged upcm Ii:y the pet’s@ﬁﬁél who wnll ump!ement the dec:lsuons A
participatory leadership style will disperse decision-making, thereby decentralizing authority
éﬁd résponsibility tt‘;l the uperational Ievel wheré infcrmation is svsilsbie for making ar’nd im-
for thé sharmg of mforrnatlon the clarification of thg decxsmn—maklng prm;esses itself, and a
greater understandlng of how the educauon system funcuans

mdmdugl to whom plannmg ‘coordination rE!pDﬂSIBIIItIES have been !FEEI'IES"Y delegalad,
The implementation of comprehensive pianning in an education system requires a systematic
and couper’ative effart. This unified and anrdinatéd effort toward impleméntiﬁg planniﬁg

dlnatlng all plannlng activities within tha educatlon system

The designation of a planning coordinator can be done in one of two ways: (1) by creating a new
position on the central staff with full-time responsibility for coordinating all planning activities in
the system; (2) by redirecting the responsibilities of a current staff member, perhaps that staff
member who is currently responsible for instruction, though not necessarily so, since the major
focus of comprehensive planning is directed toward the improvement of the teaching-learning
process. Under the leadership of a planning coordinator, determination of educational objec-
tives will then be accompanied by appropriate and adequate support services plans represen-
ting the total education system.
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PLANNING: A PROCESS

wants to go, and how it will get there. It is a process through which objectives are established and
through which resources are allocated to optimize the attainment of those objectives on a predeter-
mined schedule,

Planning as a process involves a systematic and organized series of steps or operations concluding
in a particular outcome or end — an educational plan. A description of each of these steps forms the
central theme of this publication. In each description is a definition, an explanation, as well as selected
alternative strategles which might be used by local education systems to accomplish the operation. The
alternatives, it should be emphasized, are not all-inclusive but are open to modification and provide
ideas relative to how local education systems might approach implementation.

]

Situation Analysis

L7 Mission

Caontinuing Objectives l

L o Asgessrﬂgn; of Continuing Objectives .

L Spe;iﬁé ngectives {Inatructional) T

L Priorities I

Strategies (Instructional)

L

_ I _

Oblectives and Strategies
for Suppart Services

Budget

[
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Evaluation

Collection and analysis of data relevant to an un-
derstanding of the school administrative unit and
the community served.

A broad and comprehensive statement of the cen-
tral and continuing purpose of the education
system which justifies its continuing support by
society and which provides direction for the
management and allocation of resources for its
operation.

Qualitative-statements which collectively describe
the conditions that will exist on a continuing basis
when the education system is accomplishing its
mission.

A goal-by-goal analysis of the education system's
current lavel of performance.

A statement of desired student achiesvement
which identities the learning results expected, the

‘. student group for whom the learning results are

atended, the means of evaluation, the time of
completion, and terminal evaluation.

terms of importance or an indication of where the
largest gaps exist between current and desired
performance. ‘

Means employed to accomplish the objectives.

Expression of goals, objectives, strategies, and
raspor:sibilities of a support area,

Financial expression of the education system's
strategies for achieving its stated objectives.

A description of the detailed and systematic pro-
cess for obtaining and analyzing meaningful data
that produces information which indentifies the

plishing its objectives.

15
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Basically, the educational system is people-oriented in many ways but especially from the point of
view that a vast preponderance of its fiscal resources are used to acquire the talents, skills, and ser-
vices of personnel. To be affective, therefore, the educational system must organize and coordinate the
efforts and activities of a myriad of highly trained personnel into an educational program/process
designed to achieve the goals and objectives established by the education system. The organization
and coordination of energy and effort in an educational system is not limited to any one particular facet
of an education system’s organization but is applicable to all operations that come under the juris-
diction of a local board of education. Whenever a task requires the efforts of more than one person or
affects any other part of the system, there is a need for coerdination and organization. No single aspect
of an educational organization can function in isolation, since in some way it affects all other aspects of
the organization, either directly or indirectly. The implementation of the planning procéss, SFhecessity,
requires the organization and coordination of the efforts of all individuals within thé. educational
system. And, for such implementation to be successful, some sort of planned structure should- be
devised which gives promise of a unified approach to all planning activities.

el
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PLANNING STRUCTURE

A structure tor facilitating comprehensive planning in the education system should identify: (1) the
levels at which the planning processes will be conducted; (2) the positions of people and/or groups
which will be involved in the planning activities; (3) communications linkages trirough which pianning
outputs are communicated; and (4) a tentative time schedule for implementing comprehensive plan-
ning.

The specific structure identified in a local education system for facilitating the implementation of
comprehensive planning should reflect the unique aspect of the particular education system. The
following components of a “structured” approach toward the implementation of comprehensive plan-
ning, along with the responsibilities of the personnel concerned in each component, should be con-
sidered, since each of these likely would be a common element.

External Groups

Numerous groups compose the general public served by the local education system. This public is
regarded as external to the education systemn in that it is not a part of the formal and professional
educational structure; nonetheless, public involvement and input to the education system is essential if
the system is to provide adequately and effectively for the needs and desires of students and the com-
munity it serves.

Many local school systems currently receive input from the public on a regular and continuing basis,
primarily through advisory groups, some of which have been mandated by federal guidelines relative to
specific programs. Advisory groups, functioning in a realistic and imagin.iive manner, have many
possibilities through their input to improve operations of the total education system. The additional
data is the genesis of an information system which will provide better information for decision-making.
It is essential that data is systematically collected, organized, and analyzed in order to produce infor-
mation on a timely basis for all levels of decision-makers. To insure availability of accurate and perti-
nent data, the data and information system must be updated and refined on a periodic schedule.

Board of Education

The board of education is the legally constituted body responsible for education within its juris-
diction, and in this capacity is privileged to play a key role in the implementation of comprehensive
planning in the local education system. In particular, the board can assist in establishing and/or main-
taining the communications linkage between the community and the education system. Moreover, the
board can be helpful in soliciting community input into the planning process and by endorsing and
supporting comprehensive planning within the system. To be official and to have the prestige for
successtul implementation, the comprehensive educational plan developed by the education system
should be adopted by the school board.

Planning/Leadership Team

The creation of a planning/leadership team is a means by which the ideas of those in leadership
positions might be synthesized. In addition, the planning/leadership team might serve as a com-
munications link, both horizontally and vertically, between and within the operating units of the educa-
tion system. Such a linkage would tend to promote a unified and coordinated effort by all the sub-
systems toward the common goals of the total system. in addition, a planning/leadership team might
enhance and support a cooperative and collaborative approach toward decision-making and educa-
tional governance.

Practically, membership and size of the planning/leadership team should vary from one system to
another. Ideally, however, there are several considerations to take into account when identifying the
planning/leadership team. The superintendent, as the chief executive in the education system, should
be a member of the team. Since the prime focus of the education system is teaching and learning, in-
dividuals in key program positions in the central office likewise should be members of the team. Since

each principal also should be a member of the planning/leadership team. Other members might in-
clude teachers, board mambers, and students. Such decisions, it is emphasized, should be made by
the local school system after careful examination of the alternatives. Though the planning/leadership
team provides leadership, direction, and overall coordination in the implementation of comprehensive
planning, it might take on other governance functions as needed or desired. In a very real sense,
therefore, the functions and structures of the planning/ieadership team should evolve and definitely
should be tailored to each school system.
13
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Ad Hoc Committees )

The implementation of comprehensive planning requires the efforts of people working together
through a planning process. Committees working cooperatively constitutes a significant avenue by
which activities and tasks required to implement planning are accomplished. Committees provide op-
portunities for organizational interaction and communication both internally and externally. It is essen-
tial that committee tasks be clearly identified and that committee membership be such that sub-
systems of the education system are represented and that skills and competencies required to ac-
complish the tasks are ulilized.

Individual School

Individual schools have the major operational role in the achievement of the educational objectives
of the education system; for this reason, each school needs a well-defined approach of its own for im-
plementing comprehensive planning. One effective way for a school to develop its own approach, a
component of the system’s comprehensive plan, is the formulation of a planning/leadership team in
each school. It is anticipated that the school team would work in each school similarily to the way in
which the system planning/leadership team would work cn a system-wide basis. Membership of the
school team should include the principal, assistant principals, department heads/grade level
leaders/team leaders, as well as media and guidance personnel. Membership composition, by all
means, should be a decision made at the individual school level.

Planning Coordinator

The successful implementation of comprehensive planning is a local school system requires the
coordination of many individuals involved in a variety of planning efforts and activities. A major means
for achieving the coordination of the efforts of individuals toward a common outcome is through the
identification of a planning coordinator. Responsibilities of the planning coordinator, in cooperatian
with other personnel in the system, include the identification and establishment of a planning structure,
the development and upgrading of planning skills and competencies, the coordination of planning ac-
tivities within the system, and the ensuring of opportunities for continuous planning in the system.
Although a number of different individuals in the aducation system might be assigned responsibilities
for planning coordination, it might- possibly be carried out most appropriately by the person having
responsibility for instruction. As previously cited, the rationale for this approach is that the main thrust
of comprehensive planning is on the teaching-learning process. Since the coordination needed in com-

similar, it seems reasonable to assume that centralization of these responsibilities in one position
would often be advisable. Although there are other alternatives for coordinating planning activities, the
above approach is one that can be implemented without additional cost to the education system.

19
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COORDINATING THE PLANNING
PROCESS AND STRUCTURE

With the determination of a planning process and a planning structure, the task now becomes one of
correlating these elements into a unified planning operation. Approaches to this task will vary, depen-
ding upon the local education system; however, in all cases the implementation of planning mustbe an
organized effort if it is to be effective, especially in its impact upon educational decision- making. The
following description suggests one approach for correlating process and structure.

An examination of the planning process likely will indicate movement from broad generalizations to
specifics, resembling in many ways the structure of an educationai system. For exampla, the functions
of the central administrative office of an eduéational system are related to the general directions in

which the system is moving and provides the supporting services required by each of the system’'s sub-,

systems. In many instances, specific and technical services are also provided to the various sub-
systems which form the total education structure. {n addition to the general functions provided for the
system as a whole there are apecific aﬁd techn‘fcs: aspects of the teaching Iearniﬁg processes whn:h
the mdlwdual schools classraoms and support services requnred for carrymg out the mission of the
education system. Viewing an educational system in this manner does not suggest that one level is of
lesser importance than another; rather, it strongly implies that individual schools function in more
specific and technical terms and that the processes of teaching-learning are identifiad and made
operational at the school level. It must be remembered, however, that individual schools are interre-
lated and, together, constitute a system of education which functions through a central administrative
oftice providing support services under one local board of education. Although each school functions
somewhat independently, alf schools are expected to work together toward the accomplishment of a
common purpose.

The movement from generalities to specifics in the school system is also reflected in the decisions
which are made in the system. Decisions in the central administrative office affect general aspects of
the education system, whereas decisions at individual schools are specifically related to the tech-
nigques and processes involved in the area of teaching and learning. The skills and competencies for
making specific decisions related to ways in which personnel, pupils, and education programs/strate-
gies are organized and interrelated should, of course, be made in the individual schools, where the
decisions are to be implemented:

In order to capitalize upon the existing orgamzatlonal structure of the education system, the planning
process should be structured so that particular operations can be accomplished at various levels within
the organization. This approach demands that open lines of communication be maintained in order
that all personne! will be aware of what is going on in the system's planning activities and will have
access to information needed to generate planning outputs. n developing the planning process, the
generalized and broad compenents of the plan should be developed with input from the entire system
by personnel having broad responsibilities. Specific components of the plan for planning should be
developed within the broad framework of the education system by persons nearest to the point of im-
plementation and operations. On this basis, the SITUATION ANALYSIS, MISSION, and CONTINUING
OBJECTIVES might best be generated by the planning/leadership team of the education system, with
input and recommendations from external and irternal sources to the system. These steps are
developed most effectively with input and recommendations from external groups as well as from all
personnel within the education system, never in isolation. Perhaps it should be noted that each per-
son’s input will not'always appear verbatim in the final version of the plan, since this is a consensus of
various groups and in:jWiduais
develgprﬁént of SPECIFIC GBJECTIVES (INSTRUCTIDNAL) are best a;t;omphshed by ad hoc com-
mittees, composed of teaching personnel representing individual schools and other specific resource
personnel. It is possible for an ad hoc committee to be formed for each continuing objective. In such in-

dressed by the respective continuing objective. Based on such an assessment, specific objectives for
the eduzation system then might be developed by the ad ho¢ commitiee.

PRIORITIES relative to continuing objectives may be selected in a number of ways. Analyzed data
should be used to assist in determining largest gaps between current and desired performance. It
Shgu!d be rememberéd that pngrme: .ndlcate Iearnmg area s that will recexve added emphas;s in the
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Following agreement on this umorelia-type approach for coordinating the planning process and
structure, a major shift in emphasis on planning efforts must move from the system to the individual
school, wherein each school develops its part of the comprehensive plan for the total educational
system. As indicated earlier, the identification of a planning/leadership team in each school will assist
in planning at the school level and will promote a participatory and cooperative approach to decision-
making. At this point, each school should analyze the identified specific objectives and should adjust
the objectives to meet the particular needs of the school. After completion of this task, the individual
school should then proceed to identity, select, develop, and implement the STRATEGIES or programs
it plans to use for achieving its objectives. This step provides maximum opportunity for creativity, since
it enables teaching personnel to become involved in program identification, selection, and imple-
mentation. Strategies, it should be recalled, are those ways in which a school organizes its staff, pupils,
materials, supplies, and equipment so that productive learning takes place. Though there are many al-
ternatives, the most important factor is to identify from alternatives the best strategy for accomplishing
the objectives. Since numerous variations characterize each school, strategies will be different from
one school to another.

SPECIFIC OBJECTIVES and STRATEGIES for SUPPORT SERVICES are developed by support ser-
vices personnel, with emphasis on making available those services which are needed for imple-
menting the strategies/programs in the schools.

BUDGETS are direct outgrowths of strategies, since strategies identify requirements for personnel,
materials, supplies, and equipment. Budgets, developed school-by-school, later become part of the
total budget for operating the entire school system. Realizing that budget- makmg is an involved pro-
cess, initial efforts will need constant refinement as a program-budgeting system is anticipated.

The EVALUATION step is concerned with the formulation of an evaluation program for determining
the success or progress of the education system in achieving iis objectives. Evaluation is envisioned as

" a means for determining the performance of the entire education system and for identifying problems

which might exist in the learning processes, not as a means of appraising personnel. The highlighting
of learning strategies/processes/programs which are not effective might then be analyzed as a basis
for determining specific problems. This analysis might lead to productive approaches for improving the
education systern. [t is likely that such action will include the development of new strategies, modifica-
tion of existing strategies through inservice training, utilization ot new learning materials, new ap-
proaches in the utilization of personnel, internal and external, and the like.

Although the coordination of process and structure described above is simplified, it does provide
one approach which can be further developed and refined by users in the local education system.

With this as a background, the next sections of the Handbook detail the specific steps of the planning
process.

\lw
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As previously mentioned, the implementation of comprehensive planning requires the coordinated
efforts of many individuals, internal and external to the education system. A discussion was provided
concerning the planning process, the planning structure, and the correlation of the two in imple-
menting comprehensive planning. The role of a planning coordinator in the local education system was

.also described. When these elements are operational, a local education system is then ready to imple-

ment comprehensive planning, which should culminate in the development of an improved compre-
hensive educational program for the system.

Experience has shown that local education systems often derive greater benefits from their planning
efforts when the services of a qualified external planning consultant are obtained. Usually an external
planning consultant is able to bring objectivity to the system, a situation which otherwise might not oc-
cur. In conducting planning sessions for personnal in the system, the planning consultant brings exper-
tise and competence in the skills of planning, which, in turn, are taught to personnel in the system. In
addition, the exterrial consultant is able to ask and Pursue pertinent questions, an exercise which might
not seem appropriate for personnel who are part of the systemn. Assignments, tasks, and activities can
be identified through the leadership of the external planning consultant — based on experiences with
other local education systems in the State. To promote an indepth and objective examination of the
operations and performance of the local education system and to irnplement comprehensive planning
as effectively as possible, it is strongly suggested that an external planning consultant be utilized by the
local education system as it considers its initial planning cycle. As personnel bacome more comfor-
table and competent in using planning skills, and as the beneficial results of planning are appreciated,
the local education system likely will adopt comprehensive planning as a way of life for its ongoing
operations.
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STEPS OF THE PLANNING PROCESS
S Situation Analysis

Situation analysis is the collection and analysis of data relevant to an understanding of the school
administrative unit and the community served.

Explanation _

Data is the raw material for use in each operation in the planning process. But date, by itself, is
relatively value-free and meaningless. Analysis of data as used here, is the procass of applying values
and meaning to data in order.to produce information that can be used in making decisions and in
operating the education system, - ;- :

The placement of situation analysis as one of the first components in a planning process is quite ap-
propriate, since this suggests strongly that data and subsequent analysis is needed very early if the
results of the planning efforts are to be useful. Placement of situation analysis as one of the first com-
ponents in a planning process is inappropriate if this suggests that all information needs are satisfied
by collecting and analyzing data only once in the process. Indeed, as the planning/leadership team and
other personnel pursue comprehensive planning, it is very likely that additional information needs will
surface. It is apparent then that situction analysis should be an ongoing component of the planning
process and that eventually this approach should evolve into an information system which will meet the
needs of the total education system. :

The description of situation analysis given above might be illustrated in the following way. Imagine
that you have been given the following instructions:

You will be given pieces of cardboard which are irregularly shaped and you are asked
to piece them together in a configuration which is “easiest" to describe to someone un-
able to see what you have done. :

Now imagine that the first two pieces you are given are shaped thusly:

You might arrange them in this way:

AN

You are given a third piece which you arranged as shown:

As you try to arrange them, it will be impossible to arrange them into a configuration that is “easy” to
describa.
What you needed to do at the last stage was pick up the first three pieces and go at it again — to get:

= —

As new pieces became available it was necessary to consider the possibility of rearranging the old

Pieces so that, together, they might fit properly. The analogy to collecting and analyzing “pieces” of

data relevant to the planning process seems apparent. 7
Information (data plus analysis) is needed early in the process and should include data relative to the
community, student data, instructional program descriptions, staft data, finance data, and facility data.
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A suggested guide for this preliminary collection of data is presented at the end of this section. It
should always be remembered that data and information needs will change frequently to meet new
demands from the edUéatiOﬁ systEm As new data are analyzed and ente’red into thé inforrnation

The term “data” ltself must assume a broader meaning that it mxght have had in the past. Data is
more than automated outputs, such as test scores; data should have a more global application, in-
cluding any items which can be used for making effective decisions. In this sense, recommendations
from advisory groups might be considered as data; results of surveys and opinionnaires is data; and
community mores is data. The beliefs which guide an educational system is data and is also important,
ecnecially in the way in which the system approaches the total learning processes. All data ara impor-
ta...; howaver, the generation of beliefs and their acceptance by the educational system is a means for
developing a common perspective and a cooperative approach toward teaching and learning by all
personnel in the system.

Beliefs

Eehsis are statements of principle or philosophy about education which aréw’idely accepted by
personnal within the education system and which guide the behavior of the parsonnsl in the systam.

Explanation

Behavior is ultimately determined by a complex mixture of beliefs, environmental factors, and goalis.
To maximize the probability that planning will be effective, it is imperative that the beglﬁmng point, the
philosophic foundation for the goals of the organization, be clearly delineated. The process of devel-
oping beliefs will help focus the attention of the group on differences in value systems existing within
the group and will tend to strengthen widely accepted beliefs of team members. If objectives or strate-
gies are adopted which are not consistent with the beliefs of the majority of the members of the group.
it is h|gh|y unlikely those objectives or strategies will be carried through to completion, =

It is important to keep in mind that the beliefs are organizational beliefs and not necessarily in-
dividual beliefs. Team members need not agree on all organizational beliefs, but it is important that
their behavior is guided by the organizational beliefs.

An important secondary benefit resulting from the consideration of beliefs is its potential effect on
dévelapiﬁg a strang productive team Mémbers of the team have an Dpportunity to Ié:arn about the

tlglpat:on and decnsnon maklng in harmony with the value systems of the group, If the team is to be
effective, it is imperative that tearm members have the opporiunity to develop a common under-
standing of the basic attitudes which affect organizational attitudes.

Characteristics

* Helief statements most frequently are subjective in nature and not easily evaluated by traditional
methods.
Belief statements are similar to codes of ethics common in many professions.
Belief statements reflect the collective view of the education system and are stated as the beliefs of
the organization

Eahafs are not ratmnallgatlons of present or prevnous orgamzanonal behavnors,

Beliefs are considered as constituting a foundation for decision-making and not as rigid policies.

Beliefs are important because they set the entire philosophic and behavioral tone of the school
system.

* Belief statements require no justification beyond, “We believe .

* Beliefs serve as a yardstick against which all policies, practices, and operations are measured to

insure consisteancy between practice and bellef

. Eallect and categ@rlze exnsting data ralated tQ the aducatlon system. Categories of data might in-
clude among others, community, organization, staff, pupils, curriculum, facilities, and fiscal. Ana-
lyze the data to produce information for use in operations and decision-making.

« Solicit data from external groups, realizing that such data will likely assume varied configurations.
Advice and recommendations from advisory bodies should be collected in a systematic manner
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and entered into the information system. Community expectations for education might be solicited
through public meetings, questionnaires, neighborhood meetings, and input from stratified ran-
dom samples of the population which is being served by the system.

* Generating beliefs of the education system might have their genesis in the expectations and

mores of the community. The identification of beliefs should provide opportunity for all personnel
within the system to identify individual belisfs. After these have been collected, discussions may
be held in each sub-system for developing a consensus relative to what the education system
believes with regard to education. Fortified with results from such discussions, the education
system is then ready to adopt a tentative list of beliefs for review, modification, and adoption.
Designing a vehicle for feedback from personnel within the system would likely produce valuabla
data indicating strengths, weaknesses, and problem areas within the system.

Examination and periodic review should be made of the information system (data plus analysis) to
determine its usefulness, accuracy, and current validity. A review committee might be established
to make recommendations concerning the information system.
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SITUATION ANALYSIS

POSSIBLE POINTS OF DISCUSSIGN

Cammumty Educatmn Suppart

Prepare a brief narrative relating to the fallowing paints:

é
b.

Describe the community $erved by your education system.
What kinds of education does your community want and is
willing to support?

What educational issues have been discussed in recent
elections for members of the Board of Education?

. How does the local media regard education?
. What educational changes have been well received by the

community? Poorly received?
What groups, both infernal and external, have affected the
education system? :

What major changes in student population da you antici-
pate in the next five years, if any?

Have you assessed community opinion of the education
system within the last two years? If so, please altach the n-
strument used and the results attained.

SITUATION ANALYSIS

' Ta what degree is the involverent of the community in the affairs
of the education system adequate?

» To what degree are the goals and objectives of the school under-
stood and accepted by the CDmmunity?

partlclpat@n in rﬁaklng schaol pﬂlicy‘?

PDSSIBLE FDINTS OF DISCUSSIDN

. Student Data Requirements
Provide the “2llowing data for each of the previous five school
years,

a

Attendance data
(Average Daily Attendance and Membership Retained,
Suspansions, Drap-outs)

, Student achievement and abilily data

Number of students continuing formal education (and fol-
low-up data on their performance, if available)

. Number of students gainfully employed following gradua-

tion or earlier discontinuation of schooling {and data on
their parformance, If available.

. Number of studants attending surner schook

* Torepaat courses
» Totake new work

' Are thera any unstated pahmes ewdan Lin the att endance da a‘? If
50, indicate.

» To what degree does data on student t performance indicate pro-
gress toward the objectives of the school system?

» To what degree Is the data adequate for making decisions about
the curriculum and Student needs?




SITUATION ANALYSIS ‘ POSSIBLE POINTS OF DISCUSSION

Ill. Instructional Programs * Towhal degree does the instructional program support the objec-
8. Brigydescribe your nstructiona program by ives of the education system?

1. Grade OrgaNization of equivalent structure * How would you classify the learning environment in the schools?
2. Crriculum (describe by program —language ars, so-

cial studies, health education, etc., and any other spe-

cial activities) __
1 Speéiai and ianvaﬁV& programs * Towhat degree are teachers receptive tochange?
4. Teaching approaches used
5. Instructional media
b
7

* Towhal degree s the instructional progra agequately coordina.
ted throughout the system?

* Who arethe instructional leaders in the adycation system?
. Guidance program ' To what _degfee are appropriate in-service activilies provided for
. Ability or other groupings used | personnel at all levels?
b. Brigfly describe thé strengths and weaknesses of the in- ' Tc \_Nh_ét degree do teachers use behavioral objectives in their
strugtional programs teaching?

c. Describe recent changes in the instructional prograrms.
How are curriculum changes originated and implemen-
ted?

L= T

SITUATION ANALYSIS POSSIBLE POINTS OF DISCUSSION

IV, Qrganization * To what degree is ihere adequate coordination among students,
! 7 o ,,,., _ ,,,-,;,_____?* N ,-7‘ | I T
Provide  current organizational chartfor yout education ttg;;?ﬁer;and adminitraors? To what degree ar they working
system. A

* To what degree does everyone have a tlear idea of what his role
andfunctions are?

* To what degree do the various levels of the system communicate
freely with one another?

| Priritis Stralegi:”_ Supno | Budge! | Ealation

Mission | Continuing Oiectives | Assessment | SpeificUectives



SITUATION ANALYSIS POSSIBLE POINTS OF DISCUSSION

V. Resources
tem? I 50, describe.

1, Staff
3. Certifcation status of stalf members. v Towhat degree are the physical faciles adequéte’
b. Other significant qualifications of staff members. + Towhatdagree isihz present level of funding 55551”% " rﬂeet

2, Physcial Facilities feeds?

Briefly describe the major strengths and weaknesses of exist- « How s the budget prepared?

ing physicalfaglties + To what degree is e education system able 10 10entig, My
3, Finances itis spending on various programs? ’
a Pr@vida the budget for the current fiscal year v To what degree are the present kinds and qually of gy, mgti@nal
b. If the budget does not provide for the following, please n- resources avallable to the education system adéquatg '
clude: ‘

1. Separate dollar totals received from various federal,
state, and local sources.
2. Total per pupil expenditure.
¢. Whatis your discretionary authority in the expendture of
the various monies received?
© 4, Other Resources
a, What informational resources (e.g. — state agency con-
sultants, egucational |aboratory materials, etc.) are avails
able and used by your education system?
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Mission
Definition

The miszion of an education system is a broad and comprehensive statement of the ceniral and
continuing purpose which justifies its continuing support by society and which provides direction for
the management and allocation of resources for its operafion.

Explanation

The focal point of all organizational behavior is the mission of the organization. The single statement
of purpose is the organization's reason for being and its justification for consuming resources.

Historically, mission statements have long been a part of our culture. They have been cast into
bronze, coined, as well as used as placques over doorways in famous buildings. The have served as
mottos for military organization units as well as for family coat of arms. They have provided inspiration
to religious organizations as well as fraternal organizations. They have been an emotional rallying point
for social causes as well as for corporate causes. The mission serves the organization by giving it an
easily recognizable, easily communicated identity.

In planning, special attention must be given to the mission of the organization, since this concen-
trated statement encompasses its broad purposes. Once the mission is clearly established, detailed
objectives are more easily developed. Explicitly, the mission defines the scope of appropriate educa-
tional activities, and serves to guide the evoiution of the development of other parts of the plan.

The mission, once accepted, assists all personnel of the organization in giving direction to their ac-
tivities. The mission specifies the primary purpose toward which the resources of the organization
should be directed. By serving as the focal point for organizational effort, the use of resources will be
maximized. From this point of view, the mission statement serves as justification to all segments of
society that support education.

The missicn statement serves as a major factor in motivating personnel to achieve the objectives
developed by the organization. By developing a commitment to the mission of the organization, many
personnel and motivation problems can be minimized.

Characteristics
* A mission statement is simple, precise, and clear. No special knowledge of professional jargon
should be required to understand its meaning, and all who read the mission should be able to un-
derstand the general purpose of the organization.

* A mission statement is brief. yet the major purpose and/or responsibility of the school system

should be obvious to the reader.

* A mission statement is unique to the particular education enterprise. If two organiza! share the

same mission statement, they compete for resources and clients.

* A mission statement is capable of engendering commitment and enthusiasm from the ciients of

the organization as well as from personnel within the organization. :
A mission statement indicates desirable flexibility in terms of time.
A mission statement defines the client group served by the education system.
The statement, output oriented, emphasizes student performance or competency.
The mission statement is understood by all personnel, internal and external, who have interest and
responsibility for developing a productive education system.

Alternative Strategies for Developing a Mission Statement

* Data collected through communications with groups external to the education system will provide
ideas and direction for the mission. External groups include all groups with which the education
system has established communication linkages.

* Data resulting from discussion with personnel internal to the organization also will provide ideas
and directions for the mission.

* Data resulting from communication channels established with students will assist in formulating
the mission.

* All data should be collected and assembled which can be analyzed to produce the information
needed for developing a tentative mission statement for the education system. With such informa-
tion in hand, the planning/leadership team might then develop a tentative mission statement
which has pertinent meaning.

* The tentative mission should be openly discussed by all personnel in the education system in
order to secure feedback for possible revision/modification. This approach affords a consensus
concerning the mission as well as potential for generating a personal commitment to the mission.
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Continuing Objectives

Déf"niﬁaﬁ

whu,:,h wauld ax:sr an s :antmumg baszs whan tha adu::,a_fu:n sysram is makmg pmgfass toward its
mission.
Explanation

The basic purpose of continuing objectives is to make the intent of the mission statement more
explicit. Although the mission statement serves to focus attention on the activities of the organization, it
is sufficiently general that additional clarification is needed before it can be effectively used in pro-
gram deveiopment. Mission statements. no matter how clear, frequenzly use terms which need Sups
porting definitions in order to r’nakeﬁ them useful to prac’:titioners
ganization, continuing ijacnves serve as a mechanléal lmkage between the rnlsson statement
specific objectives, and more precisely defined learning objectives. The arg.. 1ent abova is applicable
to the need for linkage between the broadly stated mission statement and tightiy structured specific
objectives and learning objectives. Experience has shown that it is difficult to relate spacific objectives
directly to the mission statement without intermediate steps. ’

Continuing objectives, like the mission statement, are idealistic and stated in terms of learning out-
comes for students. Collectively, the continuing objectives identify the learning areas of an individual
who has gone through the instructional program offered by the education system.

Continuing objectives actually break down the mission statement into definable parts which are
more easily managed. They facilitate further development of the planning process by serving as an
anchor for specific learning objectives and their corresponding strategies. Frequently, they are used as
the foundation on which the organizational structure is built.

An mpartant result of contmumg objectives |5 that they assnst in ensunng that the cammusl focus of

abjemwes are frequently not maasuréable they do howava., prowde dlréctlaﬁ to the instructional and
support operations of the total education system.

Characteristics

» Continuing objectives are idealistic and identify the broad learning outcomes for pupils.

= Continuing objectives are expressed in terms of results and identify the population from whom the
results are expected.

+ Continuing objectives do not contain an explicit or implicit completion date.

* Continuing objectives are consistent with the mission statement.

* Continuing objectives do not make any reference to the means that will be used to achieve the
objectives.

= Continuing objectives specifically define the reason for which the education system exists.

= Continuing objectives are indicators for determining whether the education system is making pro-
gress toward its mission.

s The continuing objectives are limited in scope in order not to encornpass a multitude of dissimilar
functions. )

Alternative Strategies for Developing Continuing Objectives

s The primary basis for the content (learning outcomes) of the continuing objectives can be found in
data collected from the external and internal groups to the education system. Expectations of the
community (lay, parent, pupil) for public education invariably is a valuable source for developing
continuing objectives. Obviously, personnel in the organization should be solicited for data related
to continuing objectives. Through such groups tentative lists of learning outcomes may be gen-
erated. This data should be assembled and from it the planning/leadership team might develop a
tentative list of continuing objectives.

« This tentative list should be validated to determine their accuracy in reflecting community expec-
tations for pubiic education and to determine the accuracy of the perceptions of educationai out-
comes held by personnel within the organization. Without these validations for determining com-
monness of mission and objectives, conflict between the community and the educational organ-
ization might easily arise. Moreover, internal disagreement among personnel in the organization
might readily result in conflict, fragmantaticn of the total learning endeavor, and competition
among sub-sysiems for funds and for favor. Competition among sub-systems feasibly might

*,
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cause a reduction in the openness with which the organization moves to conduct its operation:. In
validating the continuing objectives, discussion should take place with external groups and within
each sub-system of the total education system. Feedback should be used to modify the continuing
objective until agreement has been reached.

» Continuing objectives may be developed by using some of the currently available instruments
which might assist in generating the objectives for the education system. Variations might include
completion of questionnaires, phon: and/or onsite interviews, poll-taking instruments using ran-
dom samples of populations, and other vehicles used to identify learning expectations. Whatever
method(s) are used, the assemblying and analyzing of the data to identify the continuing objec-
tives must be done. The planning/leadership team might play the key role in this task.

Assessment of Continuing Objectives
Definition

eflort, programs, and level of perfermance in the education system.

Explanation
The planning process, to this point, has concentrated on efforts to determine the goals of the educa-
tion system. The ultimate aim of planning is to improve siudent learning outcomes through a process of

mented later in the planning process. In this phase of the planning process additiona! data and its ana-
lysis will be needed for providing more specific information about current performance in the learning
outcomes projected in the continuing objectives.

The assessment of each continuing cbjective (learning outcome) provides an indepth review and
analysis of each learning outcome identified by the education system. The situation analysis done in

of the current situation with regard to each learning outcome.
Characteristics

* An assessment of the continuing objectives (learning outcomes) identifies current pupil perform-
ance as related to each continuing objective.

*+ An assessment identifies the strategy(ies) (programs) currently in operation relating to each con-
tinuing objective. Description of strategies should include numbers and qualifications of per-
sonnel (instructional and support), materials, supplies, and equipment.

* An assessment identifies the current strengths, weaknesses, and problems relating to each con-
tinuing objective.

* An assessment identifies the fiscal resources allocated for the attainment of each continuing
objective.

+ Organize an ad hoc committee around each continuing objective. Committee membership might
consist primarily of teachers working the learning area and should represent K-12 with repre-
sentation from each school. Resource and support personnel (learning/subject specialists, evalu-
ation personnel, administrative personnel) should assist the committees to assess the learning
area.

+ Use extarnal consultants to assist the ad hoc committees in assessing each continuing objective.

s Develop and correlate the State assessment approach with a locally designed and implemented
assessment strategy/program, even though the process will require an extended period of time.

+ Utilize external consultants to do the assessment for the local education system.
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Initial efforts in identifying strategies should encourage the unconstrained ideas and thoughts of the
professional staff. Ideas for strategies (programs) snould emphasize the teaching/learning procasses
and the variety of ways irn which staff, pupils, materials, supplies, and equipment may be organized and
through which productive interaction may take place. One basic element of planning is the identifica-
tion of alternative strategies, since the absence of alternatives wouid eliminate the need for planning
and decision-making. If there is only one strategy (program) through which students may learn, then no
choice may be made relative to which strategylies) io select, develop, and implement.

When alternative strategies have been identified, the task then becoines one of evaluating the alter-
natives and selecting the most effective stratagy(ies) for development and implementation. The
rationale for evaluating and selecting stratagies should be based on cooperatively devised criteria.
Such criteria might include the following: (1) poteniial of the strategy to improve student learning; (2)
compatibility with existing policies, rules, and regulations; (3) ability of staff to implement and use the
strategy: (4) existence and/or development of instructional materials requirad in the strategy; (5) cur-
rent operational strategy or proposed new strategy requiring development; (6) ease of implementa-
tion; (7) number of students affected by strategy; (8) acceptance of strategy by pupils, professional per-
sonnel, and lay personnel; (9) cost of implamenting the strategy; and (10) the availability of funds for
implementing the strategy. When each strategy has been evaiuated, the staff may then selact the
strategy(ies) which will be developed and implemented for achieving the learning objectives. Again,
strategy identification and selection should emphasize creativity and should be decided by these per-
sons responsible for implementation. Personnel having the training, competence, and experience
needed to identify teaching procedures, techniques, and practices for bringing about learning should
make strategy decisions.

Strategies are of potentiai benefit to school personnel involved in preparing for the design and con-
struction of new buildings or the major renovation of older facilities. Strategies, and the objectives they
are to accomplish, should be the instructional foundation for formulating educational specifications. If
new physical facilities are to be functional and supportive of the instructional program, then clearly-
expressed, properly-conceived educational specifications are essential. Well-defined strategies and
objectives, when available, are the source from which educational specifications may be drawn. For
assistance in formulating educational specifications, refer to the publication, The Development of
Education Specilications, developed by the Division of School Pianning, North Carolina Department of
Public Instruction.

The format within which strategies are identified and developed will vary among education systems.
One element common to any strategy format is that the format snould generate flow into the budget-
making processes. The strategy format should be such that related fiscal resource needs may be
determined and expressed in a manner compatible with items included in the budget. Therefore, the
basic items into which strategies should be converted are: personnel, instructional materials, supplies,
and equipment. It follows then that each educational systern must examine its budgeting process in

With the identification and selection of strategies for implementation, the identification of a compati-
ble budgeting format, and the allocation of resources, the task then becomes one of implementing the
instructional strategy(ies) which have been selected. In order to implement the strategies effectively, a
number of specific tasks should be performed by individuals in the educational system, who are direct-
ly involved in the teaching-learning process and by those persons who serve in a supportive role. For
example, the implementation of a strategy(ies) might require:

* purchase of the program materials

* staff development (training) which will enable personnel to use the strategy/program

* renovation of facilities to accommodate the strategy '

* public relations through which citizens are informed about the strategy

* consultant assistance during the implementation of the strategy.

The selected strategy(ies) and the manner in which it (they) can best be implemented will determine
what tasks must be performed in order to make the strategy(ies) operational.

The tollowing diagram iliustrates further the importance of strategies as being the central focus of
the education system's efforts,
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Strategy(ias) Resources
Team Teaching Personnel S
XYZ Pragram Materials

Supplies £
Equipment $_____

Sub Total
*Tasks/Actions Resources
Staft Development by internal staf | S
Purchatze program (materials, supplies, equipment) s
Aennovata tacility s
External consultant assistance L
Sub Total —

Total Costof Strategy  §——

e e b - — o — __I_.._—‘ — o — ]

riari

*Mota: The tasks/aclionz bacoma one of the bases of support services plans i the

aducalion syalem.

Again, it should be emphasized that the above diagram is a simplified version of a complex process
that can be used to identify select, develop, and implement strategies as well as to integrate budget-
making with strategy implementation. Each education system of necessity, will need to modify the pro-
cess to fit its specific needs.

Eharacterl;hgs

Instructional strategies are means to ends; they include the many ways in which staff, students,
materials, supplies, and equipment are organized in a teaching-learning process.

« Instructional strategies identify the fiscal resources required to achieve an objective(s).
* Instructional strategies promote compatibility of learning styles among students with the instruc-

tional program.

Instructional strategies promote the craativity of personnel in identitying, selecting and developing
new approaches/programs designed to bring about a learning outcome.

Instructional strategies are the most visible components of the education system in action.

Alternative Strategies for Identifying, Developing, and Implementing instructional Strategies.
* Strategies should be developed at the school level. The planning/leadership team in each school

— in conjunction with departments, teams, or some other component — should have the re-
sponsibility for making strategy decisions. Through training, experience, and otherwise, teaching
personnel have the competence required to identify, select, develop, and implement teaching pro-
cedures, practices, and techniques that will most effectively bring about the desired learning out-

comes for students. When agreed upon at the school level, strategies have the possibility of ac-

commodating the learning styles of students and the competencies and strengths of teaching per-

sonnel.

Strategy constraints which define boundaries within which strategies/programs are to be imple-
mented may be established by the education system. These may vary from the use of a particular
instructlanal/leaming system on a system-wlde basis In aach schcol toa minimum of canstraints

successful in practlce. ‘and wlthln fiscal resources. Constraints should define the freedom far
develaplng and Implememlng strategies.

should be encauraged for without alternative strategias there are no decnsians to be made.
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Specific Objectives (Instructional)

Definition

Specific objectives are quantitative and qualitative statements of desired student achievement
and/or outcome which are essential to the achievemnent of continuing objectives and which identity
the time of completion, results expe::ted and the means of evaluation.

Explanation

A key element in effective planning is the abiiity to conceptualize the desired outcomes of learning
experiences. With the broad learning outcomes identified in continuing objectives, the specific objec-
tives become more definitive and qualitative statements which ideritify the specific learnings and which
give meaning to the continuing objectives. These outcomes generally form the basis for what is called a
specific okzjective. Clearly stated objectives permit review and decisions regarding the propriety and
value of the objectives themselves, It is possibie for an elaborate strategy/program to be developed
and implemented toward some vague end which, even if clearly stated, wouid not be worthy of even
minimal effort. It is not until objectives are clearly stated that decisions can be made regarding the real
value of objectives and the strategies that will be used for achieving the objectives.

Further, since decisions regarding the instructional program and the learning outcomes of children
are made at several levels of administration in an educational systern, it is suggested that specific
objectives be developed at several levels. In a system-wide approach to education, the total organiza-
tion establishes specific, community-wide objectives as pre-determined benchmarks of a student's
learning experiences, K-12. These benchmarks may then provide the means whereby the system is
able to determine the learning progress of students, determine the effectiveness of its programs, and
isolate its instructional weaknesses, deficiencies, and problem areas.

thm tﬁé framewurk of the educahgn system s spécmc ob;e::twes each sub system (schaol) shguld

thé ﬁeeds of |t5 par’tlcular Studéﬁt popglahan If beﬁchmarks are used at the system Ieval each schoel
will need to develop specific objectives for each of the grades assigned to that school. If specific objec-
tives are developed at the system level for each grade level, modifications in performance likewise
should be made at the school level. Each level in the hierarchy of objectives is a more definitive break-
down of the preceding level. The number of levels should be determined by the personnel in the sub-
systems (schools) of the total education system. The development of specific objectives should result
in a learning continuum which identifies a sequential series of specific learning outcomes for each con-
tinuing objective (broad goal). Specific objectives should be compatible with any organization pattern
and should promote varied strategies (instructional) which can be matched with the varied learning
styles of students. It is essential, therefore, that specific objectives be clearly differentiated from the
strategies (means) to be used for EEhIEVII’Ig the specific objectives.

Characteristics
* Specific objectives are consistent with the mission statement and with continuing objectives.
* Specific objectives clearly indicate measurable results.
* Specific objectives clearly indicate who will demonstrate the results.
* Specific objectives clearly indicate the time when evaluation will take place.
* Specific objectives clearly indicate the means of evaluation.

. Speclfu: objectives do not make reference to anticipated means for pursuing objectives.

. Speclflc objecnves at the systamfmde level may be developed by the same ad hoc committees
used in assessing each cantinuing objective in the previous step. Teaching personnel have the
competencies and experience to identify the learning outcomes desired by the education system
for its students. These committees should be supported with resource personnel in the learning

area under consideration, as well as with evaluation personnel who can assist in determining
current performance levels.

* A planning/leadership team in each sub-system (school) may be used to modify/adapt/build
upon system-wide specific objectives for use.in- each school. The school planning/leadership
tésm wcrks through and with the departments/teams or through whatever internal organization is
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Definition
Priorities are a rank ordering of the continuing objectives in farms of importance or a hslmg of the
major gaps existing between current and desired performance.

Explanation

Given adequate resources for implementing all desired strategies/programs which might achieve
the results stated In the objectives, there would be littie need to establish priorities in order that the high
ranking continuing objectives might be implemented first.

The priorities of continuing objectives may be identified in terms of |mportanca in the judgment of
personnel within the education system, the community served by the system, or through a combina-
tion of both. This approach provides a rapid but highly tentative and subjective listing of priorities. A se-
cond approach for identifying priorities is through an indepth data analysis which produces information
indicating the current student performance in each continuing objective. The lowest performance or
difference between current and desired/expected performance represents a gap which should be
closed.

Any identification of priorities must be qualified. Even though a continuing objective is not identified
as a top priority, there should be no implication that the objective will not receive a resource allocation.
It simply means that more effort and more resources will be applied to other priorities selected by the
education system. This additional effort might be in special projects, staff development, support ser-
vices directed to priorities, or curriculum examination and madification.

Itis natural and commendable that various groups in the community, (educators, laymen, pupils) will
want to know the basis upon which priorities are developed. Consequently, whatever technique is used
to arrive at the priority ranking of the continuing objectives, the rationale should be carefully docu-
mented and communicated to all appropriate groups, internally and externalily.

Characteristics
o Priorities reflect the views of the various groups, internal and external to the argani:atlan
* Priorities are consistent with identified weaknesses/needs of the education system.

» Priorities will emphasize points at which additional efforts in terms of resources and support ser-
vices are most needed.

Alternative Strategies for Identitying Priorities

* Lay and professional groups may assist in the determination of priorities by indicating through
such vehicles as questionnaires, hearings, meetings, and surveys the rank order of continuing™™
objectives which they feel are most important.

* An objective approach to the setting of priorities may be facilitated through a system of evaluation
which provides for collecting and analyzing student performance.

* Collection and analysis may be done by evaluation personnel within the system when they are
available. External consultants may be utilized for accomplishing the analysts and/or for devel-
oping needed competence within the system.

* Data collection and analysis should become a part of the tgtal information system developed by
each local education system.

Situation Analysis |
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Stlﬁtegles (Inslructmnal)

Definition
Strategies are the means employed to achieve oblectives.
Explanation
The identification, selection, development, and implementation of strategies is the most creative
aspact of planning. In essence, strategies are the various programs, both instructional and support,
selected to accomplish objectives. They comprise the visible components of the education system in
action. In essence, strategies are the approaches which personnel, materials, supplies, and equip-

ment are assembled and used for grovldin_f; ﬁLFéghEgllgining environment in which students can

achiave learning objectlves TEX

rnatarials. supplias. and squipmant Eudget parsnnnal shauld assist in dealgmng the manner m
which strategies are displayed to ensure compatibility with budgeting processes.

* New ideas should be encouraged in developing strategies. Sources for ideas might be teaching
personnel, support personnel, external consultants, as well as individuals from the Department of
Public Education, colleges, and universities, or any combination of these,

Support Services Plans

Definition _ v
The support services plan is the expression of the goals, objectives, and strategies of a support

area in the education system. R

Explanation

Reviewing the planning efforts and outcomes to this point would raveal a written plan consisting of
the following componeants:
* Information relevant to an understanding of the local educatlan system and the ccr’nmunity
collected and analyzed — Situation Analysis.

* Statemnents of belief which are wzdaly accepted within the education system and which are used to _

gwde ltS behavlor — Bel:efs
system — Mission.
* A listing of the broad goals which collectively describe the conditions that will exist on a continuing
basis when the education system is accomplishing its mission — Continuing Objectives.
* A goal-by-goal analysis of the current level of performan::e — Assessment of Continuing Objec-
tives.
* Statements of desired student achievement which identify the time of accomplishment, results
expected, and means of evaluation, — Specific Objectivas (lﬁsrrucuenal )
* Rank-ordering of continuing objectives — Priorities.
* Means to be employed to accomplish the specific objectives — Straraglas
If the plan were now complete without reference to specific objectives and strategies for suppoﬁ ser-
vices, such services and personnel not directly involved in the teaching-learning situation would be un-
recognized; and this would be a totally untenable situation. Support personnel and services are essen-
tial, therefore, for the maximum _utilization of all resaurces toward the attainment af msxlmum produc-
tiveness. -
Support services should be recognizad asa neaessary part: Df any education system in‘achieving its
mission. They include services such as maintenance; school food services; transportation; as well as

- the at;:qmsltian of purchasing materials, supplies, and equipment; fiscal accounting; staff development
services; parsonnel services; media support; and instructional support. As'defined here, support ser-
-vices includes all personnel and services provided which are not directly interacting in the teaching--

learning process. This in no way minimizes support services but recognizes them as essential to the
teaching-learning process. For example, without transportation there would be few students in'schools;
without maintenance, school facilities would deteriorate: It is assumed that all components of the total
aducatxon systern are. slgmﬂ:‘.aﬁt and that their coordination and utilization should be guaranteed.

Consequently, eax:h 5upp6rt area in an education systern should farmulata its own support sarvicé o

plan consisting of::
* A STATEMENT. GF F‘UHPGSE af tha avar -riding and ongaing purpose of the suppm—t area whn:h

* -justifies its existence in the education system and which providas direction for its operation and fc)r
tha allucatlon of resources. ‘ 4 2




¢« BROAD GOAL STATEMENTS which describe the general condition which will exist on a con-
tinuing basis when the support area is fulfilling its purpose. These broad goal statements should
provide orientation and direction for accomplishing the main responsibilities of the support area.

* SUPPORT OBJECTIVES describing specific results or outcomes on the part of the client of the
support area which are essential to the accomplishment of a broad goal; which are to be achieved
by a specific time, by specific individuals, and the results of which are measurable.,

* SUPPORT STRATEGIES describing the means for achieving the support objectives.

+ RESOURCE NEEDS IDENTIFICATION which suggests the resources (listing the people and
things) needed to implement the suﬁpart strategies.

= BUDGET, or the financial expression of the support objectives and strategies.

*+ EVALUATION SCHEME, or a description of the progesses through which the results are measured
and compared with predetermined standards described in the support objectives. The evaluation
scheme should be conceived as a continuous process which provides for a means of analyzing
and interpreting the validity of the support strategies as well as an opportunity for ravising the sup-
port area plan, as needed.

Characteristics
* Support services plans identify the support services which are needed for carrying out the mission
of the local education system.
+ Support services plans contain objectives for ongoing services and for new strategies to be im-
plemented in the education system.
. Suppgrt services plans describe duties snd responsibllities of 5upr3ari sarvica pErsonneI

system.

Alternative Strategies for Developing Support Services Plans
Each support service area should develop a plan with previously identified components. This can
best be done by the personnel responsible for the particular service being provided. Planning time
should be set aside in which to develop the plans, Appropriate instructional personnel will be able
to assist in assuring that instructional needs are addressed. Support service plans should address -
the ongoing operations for which a particular service exists. In addition, new services reqmred to
enable the instructional strategies to function must become a part of the support services plans
For example, a team teaching strategy being implemented in a particular school might require:
renovation of existing facilities, a maintenance department objective; specific staff training, a com-
ponent of the plan for staff developement; consultant assistance in implementation, a central of-
fice staff responsibility; supervisory assistance, a function of the principal; specific financial
resources, the administrator of the budget; and employment of aides for assisting the team, the

f personnel department and other decision-makers within the system.
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Tha budgat is the financial expression of the education system’ 's strategies (Instructional and sup-
port) for achieving its stated objectives.
Explanation ‘

The budget is the financial expression of the school system's objectives and the strategies or pro-
grams. It identifies the financlal resources required to achieve the school system's objectives, The
development of a budget on the basis of objectives and strategles is a rational approach to defining
fiscal resource requirements for the educational system and initiates a move toward a program-
budgeting approach. Consideration of budget-making in terms of objectives is a challenging approach
for determining the fiscal resources required for accomplishing desired learning outcomes. Although
the task ls compléx the effort of coordlnatiﬁg flscsl requiraments and purpose IS one that shauld be

which momes are added to éxistmg funds.

Characteristics
* Fiscal resource requiremants are identified in terms of the objectives to be achieved.
* Budget documents indicate funding sources.
* Budget documents indicate costs by level of education and according to strategy/program areas.
Alternative Strategies for Daveloping Budget
* The business office and key instructional and support personnel will need to work together to
develop a budget format which is compatible existing programs within the local school system.
+ The program budget format along with budget preparation directions should be provided to those
personnel responsible for various sub-programs. Budgets from sub-programs can then be ag-
gregated to provide an overall budget document.
.= Financial Accounting, Handbook Il, Revised, which was compiled and edited by the U. S. Office of
Education should serve as a helpful resource for identifying a program-budgeting structure.

Evaluation
Definition
The evaluation component of a plan is a description of the detailed and systematic process for ob-
taining and analyzing meaningful data that produces information which identifies the degree to which
an aducation system is accomplishing its objectives.

Explanation

The evaluation component of a plan describes the process and procedures which the education
systemn plans to use in determining the accomplishment of its objectives and the effectiveness of its
programs. The information produced through the evaluation process should be useful in deciding
whether to improve, maintain, or discontinue strategas/pragrsms which the education system has

daveloped and implementad.
Since evaluation, a complex and difficult task, is one of the most important activities contributing to

" improved learning, the development of an effective evaluation system is essential for making decisions

which_have the potential for improving student learning.

Many types of evaluation take place in an education system. Some evaluations are informal and rest
primarily on intuitive judgments, while others are more formalized and systematic. Some evaluations
focus on the learning outcomes of instructional programs; whereas others assess the adequacy of sup-
port area services and programs. Though all these types of evaluation are useful, the following ex-

planation will focus primarily on a discussion of the formal and systematic evaluation of studant learn- ..

ing.

valua or worth of somathlng has or will bs detarmmad Evaluatl on mvo!vas maasurémant the collggnon
and analysis of data, and a judgmaent concerning the effectiveness of a strstegy/program For example,
a school’s third grsda reading program may have been evaluated at the end of the year. |f a mean per-
centile rank of 47 was achieved on some standardized test, was the program effectiva? Obviously, an
evaluator could not judge the effectiveness of the third grade reading program on the basis of such
- limited information. Before making judgments concerning the worth of the program, the evaluator
would need to know, among other things, the status of the students in terms of their aptitude and




reading achievement prior to entering the third grade. It is also essential that evaluation data be inter-
preted in terms of the characteristics of the students being evaluated. Unless this occurs, evaluation
data often will not yield definitive information which is useful in decision-making.

Decision-makers at many levels within an education system require evaluation information in order
to arrive at effective decisions. The local board of education may use system-wide evaluation informa-
tion in the types of decisions it makes. This same infermation might not be particularly useful to a prin-
cipal within the same system, since he could not assume that system-wide evaluation data accurately
reflected the performance of the students in his school. To make effective decisions, the principal
would need evaluation information related specifically to the school in which he is serving,

Classroom teachers also need specific types of evaluation information for decision-making. Informa-
tion concerning student performance at the system level, for example, will not provide the teacher with
specific information concerning the strengths and weaknesses of individual students.

The usefulness of an evaluation system is greatly enhanced if itis designed to permit evaluation data
to be aggregated from the individual student level to the classroom, grade, benchmark, school, and
system level. A system designed to facilitate this type of aggregation permits the compiling of summary
evaluation reports at various levels, thereby assisting decision-makers from the classroom teacher to
the board of education.

In measuring educational outcomes, two major types of test instruments are widely used. Test items
in well constructed norm-referenced and criterion-referenced tests are both keyed to educational
objectives. Both norm and criterion referenced tests are useful in assessing student achievement; how-
ever, the two types of tests lend themselves to different types of interpretation. -

The norm-referenced or standardized test generally deals with broader content areas than does the
criterion-referenced test, and scores obtained from standardized tests are interpreted in relation to
scores obtained by the group on which the test was normed: Norm-referenced tests are useful in com-
paring how well an individual or group is performing in relation to the norm group. Since major test
publishers usuz'ly attempt to draw a nationally representative sample for norming their tests, the

national norms provide a basis for comparing an individual or group test score to the scores achieved
by students throughout the country.

Criterion-referenced tests are generally narrower in scope and have more test items for a given con-
tent area. Locally developed criterion-referenced tests are usually designed specifically to measure the
achievement of particular program objectives. This type of test is used to determine an individual's
status or the status of a group with respect to a particular criterion. A test criterion is an arbitrarily
determined level of performance on a given test. The criterion might be expressed in terms of the per-
cent of items correct or in terms of some other expected level of performance. Criterion-referenced
tests have potential advantages over standardized tests in that they may be constructed so that test
items are closely related to a school system’s instructional objectives. Test scores from such tests are
useful in identifying which instructional objectives have been mastered and which need additional
emphasis, :

Characteristics
* An effective evaluation system is keyed to the goals and objectives of an organization and pro-
vides information concerning the status of programs in terms of the results they are producing.

* The primary purpose of an evaluation system is to provide information which wiil assist decision-

makers in arriving at better decisions.

* A thoughtfully developed evaluation system permits evaluative data to be aggregated from the
student level through the system level, thereby providing all decision-makers with the information
they require.

* A meaningful evaluation system contains procedures for projecting expected achievement ac-
cording to the ability and background of the students.

Alternative Strategies for Developing an Evaluation System

* Education systems may choose to develop their own evaluation systems. If this approach is used,
the local education agency would need a staff of sufficient size and technical expertise to accom-
plish this difficult task. \

* An education system may choose to obtain outside consuitants for developing part or all of its
evaluation system. Outside consultants may be obtained from colleges and universities, private
consulting firms, and the State Department of Public Instruction. Many of the major test publishers
also retain evaluation consultants who will provide services without charge. It should be remem-
bered, of course, that consultants from publishing firms are interested in selling their products.
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Implementation

The benefits of comprehensive planning can be achieved only when there is implementation of the
plan. It becomes necessary, therefore, that a detailed strategy for implémenting the plan be devised —
and continually modified as circumstances suggest. .

Procedures for implementing new plans, no matter how meritorious, are almost certain to generate
controversy. Even so, controversy of this nature has the potential for clearing the air, as it were, and
producing a genuine awareness for the need to get the job done. It is possible, and highly probable,
that insights, perspectives, attitudes, and values will be altered as understanding increases.

Successful implementation requires widespread involvement and interaction in the process of
developing plans as well as full communication in order to avoid or minimize public and staff mis-
understandings and resistance. In addition, effective implementation requires a basic commitment of
human and economic resources. Likewise, productive implementation will likely require extensive re:
orientation or retraining of teachers and other staff members.

When the planning process is approached openly and sincerely and when care has been taken to
ensure appropriate involvement, interaction, and commitment at ail levels, then it is likely that imple-
mentation, as a major concept for improving the total education program, may be regarded as manda-
tory for continuing progress.

It Is recommended that an implementation schedule, clearly defining roles and expectations, be
developed for distribution to all staff members. One of the most convenient and productive techniques
for developing such a schedule is for the person responsibie for a particular strategy to devise a plan of
action for that strategy. An action plan is simply a listing of the activities that must be carried out in
order to implement the strategies. Action plans for each sub-system may then be compiled into a
master implementation schedule for the total education system. Action plans, it is urged, should be
monitored in order to determine progress in implementing the strategies identified. An additional value
inhererit in action plans is that they may be used in identifying responsibilities of personnel in the
system, ,
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A“'—'SLVSIS — Analysis is the process of applying values and meaning to data in order to produce infor-
maion,

ASSESgMENT — A description of the current status of a topic under consideration.

pELIERg _ Statements of principles or philosophy about education which are widely accepted by per-
g0""®l ywithin the education: System and which guide the behavior of the personnel in the system.
BU—BGET — A budget is the financial expression of the education system’s strategies (instructional and
suPPort) gor aChieving its stated objectives. :

E"ALUATIEPN — The evaluation component of a plan is a detailed and systematic process for ob-
tgming and an8lyzing meaningful data that produces information which identifies the degree to which

an ®ducatjon SYStem is accompilishing its objectives.

Mlgs'c‘“ — The mission is & broad and comprehensive statement of the central and continuing pur-
180 Of the edUcation system which justifies its continuing support by society, and which provides

diréStion gor the management and allocation of resources for its operation.

HEEQ — A need s a deiiciency or préblem which, when identified through an assesstient procedure,

redvireg approPriate attention and action.

QEJEETIvE- f’fﬂminuing — Continuing Objectives are qualitative statements which collectively

de%¢"ibe the ideal conditions which would exist on a continuing basis when the education system is

makINg nrogress toward its mission.

c}ﬁJE;c-’TIVE- Specific — Specific Objectives are quantitative and qualitative statements of desired stu-

dgﬂt 8chigvement and/or outcomes essential to the achievement of continuing objectives and which

identity time of Completion, results expected, and the means of evaluation.

'aﬁJEETIVE- Instructional — An objective applied to instructional outcomes for students or groups of

Stﬂdant&

o9/ECTIvE, Support — A specific objective applied to a support service outcome needed in the in-
strvetion grea for achieving desirable educational outcomes for student.

pLANNING — Planning is the rational determination of where the education system is, where it wants
to 92" &ng how It will get there. It is the process through which objectives are established and resources
aré El‘ﬁeaggd to optimize the attainment of those objectives on a predetermined schedule.
pRIORIT|ES — Priorities is a rank ordering of the continuing objectives in terms of importance or an
iﬁdisﬁtign of where the largest gaps exist between current and desired performance.
RESOURCES — Money, people, facilities, time, materials, or anything eise used by the education
syst®™M tor accOMplishing its objectives. e

sTAENGTHS — Strengths are characteristics as well as tangible or intangible assets which provide a
definite agyantage to the education system in carrying out its mission.

sUPPORT SERVICES PLANS — The support services plan is an expression of the goals, objectives,
and 5t"atagies of a support area in the education system. )
rASKS _ 1asks are elements of a strategy which, when completed in sequential order, fulfill the intent
of the Stratagy-

wePAKNEGSES — Weaknesses are characteristics or deficiencies ‘which impair the ability of the
eduCalion gystem to carry out its mission.




